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Abstract- Business models to date have remained the 
creation of management, however, it is the belief of the authors 
that designers should be critically approaching, challenging and 
creating new business models as part of their practice. This belief 
portrays a new era where business model constructs become the 
new design brief of the future and fuel design and innovation to 
work together at the strategic level of an organisation. Innovation 
can no longer rely on technology and R&D alone but must 
incorporate business models [2]. Business model innovation has 
become a strong type of competitive advantage [18]. As firms 
choose not to compete only on price, but through the delivery of a 
unique value proposition in order to engage with customers and 
to differentiate a company within a competitive market.  
The purpose of this paper is to explore and investigate business 
model design through various product and/or service deliveries, 
and identify common drivers that are catalysts for business 
model innovation.  Fifty companies spanning a diverse range of 
criteria were chosen, to evaluate and compare commonalities and 
differences in the design of their business models. The analysis of 
these business cases uncovered commonalities of the key strategic 
drivers behind these innovative business models. Five Meta 
Models were derived from this content analysis: Customer Led, 
Cost Driven, Resource Led, Partnership Led and Price Led. 
These five key foci provide a designer with a focus from which 
quick prototypes of new business models are created. 
Implications from this research suggest there is no ‘one right’ 
model, but rather through experimentation, the generation of 
many unique and diverse concepts can result in greater 
possibilities for future innovation and sustained competitive 
advantage. 
 
I. Introduction  
Globalisation has created a business landscape where firms 
are experiencing a significantly higher rate of change. In these 
highly uncertain, complex and fast-moving environments, 
strategies are as much about insight, rapid experimentation 
and evolutionary learning as they are about the traditional 
skills of planning [9]. This new business environment has also 
amplified the need to consider not only how to address 
customer needs more astutely, but also how to capture value 
from providing new products and services [10]. In traditional 
equilibrium oriented views of the strategy process, there is an 
assumption that there will be relatively little change in the 
constraints management operate within. However, the findings 
of this research suggest that approaching business models 
through a dynamic, design-centered lens can create new 
perspectives, which look beyond known assumptions, barriers 
and constraints. Key to this is the practice of business model 
experimentation. Due to uncertainties around the feasibility of 
potential business models, it is more sensible to engage in 
experimentation and exploration than rely on assumed 
knowledge, and established dominant logics.  
Therefore, this paper builds upon emerging research and 
explores the importance and relevance of dynamic, design-
driven approaches to the creation of innovative business 
models. The findings of the five Meta Models, aim to 
synthesise knowledge gained from real world case studies into 
a tangible, accessible and provoking framework that provides a 
new logic to classifying forms of business model innovation.  
It is the position of this paper that business model 
innovation and experimentation is not only the role of 
designers and academics, but has the potential to become a 
core competency of businesses of varying scale and industry. 
Therefore these Meta Models are to be used by designers, 
academia and industry alike to compare, contrast and create 
business model prototypes and strategic experiments.  
II. Business Model Design 
Design enhances the outcomes of numerous innovation 
activities, bringing benefits such as increased quality of goods 
and services, improved production flexibility and reduced 
material costs [5]. Design is increasingly being viewed as a 
vital and important strategic business resource [6]. The value 
of design is not just in new products or services, but also 
through employing and skillfully managing and soundly 
implementing design throughout a company’s business [20]. 
The UK Design Council [20] explains the idea of adopting 
design principals into business culture and management is 
linked to success stories such as Apple and Dyson. Design 
thinking and design led innovation build on theories on 
creative culture, thinking styles and design methods within 
strategic business management [20]. Business strategy is 
largely defined within a company’s business model. However, 
there are varying definitions of what a business model is, and 
these interpretations vary depending on their context and 
scope. According to Teece [18] the core of a business model is 
the way in which a company delivers “value to customers, 
entices customers to pay for value, and converts those 
payments to profit”. It therefore reflects management’s 
hypothesis about what customers want, how they want it, and 
how the enterprise can organise to best meet those needs [18] . 
The use of a business model according to Osterwalder and 
Pigneur [11] serves as a building plan for a company’s 
structure and systems that constitute its operational and 
physical form. While Chesbrough [2] states “that every 
company has a business model, whether they articulate it or 
not”. As seen, literature in this area displays varying beliefs on 
business models, as there is no consistent definition of what a 
business model is. However, it is commonly considered that 
the essence of a business model is in defining the manner by 
which the enterprise delivers value to customers, entices 
customers to pay for value, and converts those payments to 
profit [18]. At a conceptual level, a business model includes 
all aspects of a company’s approach to developing a profitable 
offering and delivering it to its target customers [15]. 
Osterwalder and Pigneur [11] designed the Business Model 
Canvas (Fig.1) which illustrates a business model visually. 
Compiled of nine building blocks (Customer Segments, Value 
Propositions, Channels, Customer Relationships, Revenue 
Streams, Key Resources, Key Activities, Key Partners and 
Cost Structure), the canvas is a tool used to unpack a 
company’s business model.  Unpacking a company’s business 
model provides more than insight into metrics and 
management levers. It can help illuminate an important, 
underutilized form of innovation that goes beyond product or 
process innovation [4]. 
 
 
    Fig. 1. Business Model Canvas [11] 
III. Business Model Innovation 
 Several studies show that business model changes are 
among the most sustainable forms of innovation. While great 
and winning business models often appear to have gone 
straight from drawing board into implementation leading the 
firm to glory and success, in reality new business models 
rarely work the first time around, since decision makers face 
difficulties at both exploratory and implementation stages 
[17]. Companies may have extensive investments and 
processes for exploring new ideas and technologies, they often 
have little if any ability to innovate the business model 
through which these inputs will pass [3]. Business model 
innovation can itself be a pathway to competitive advantage if 
the model is sufficiently differentiated and hard to replicate for 
incumbents and new entrants alike [18]. Research conducted 
in the last 10 years has established a link between business 
model innovation and value creation. This research points to 
the need for organizations to build a competency in business 
model innovation [15]. History proves that successful 
innovations often stem from excellent business models as 
much as they do excellent technologies [14].  
 Whilst considerable research considers the necessity and 
importance of business model innovation, there has been little 
exploration into understanding the key drivers behind business 
model innovation success, and synthesising these into an 
accessible, tangible framework.    
IV. Business Model Prototyping and Experimentation  
 Literature currently discusses the importance and 
significance of business model innovation and 
experimentation [15]. Sinfield [15] defines business model 
experimentation as the pursuit of growth through the 
methodical examination of alternative business models. 
Osterwalder [11] has developed business models using typical 
design tools as ideation, visual thinking, prototyping, and 
scenarios. Brunswicker, Wrigley and Bucolo [1] explore the 
way in which design facilitates business model innovation to 
achieve new discoveries through constructing alternative 
futures. Sinfield [15] discusses business model prototyping 
and how systematically exploring alternative approaches to 
value creation can allow companies to find new opportunities 
for growth. Business model prototyping is explained as a 
process that facilitates iterative learning and exploration of 
new business model options rather than the testing of 
predefined set of hypotheses in focus [1]. Most business 
models are conceived within the boundaries of a particular set 
of constraints. Typically, new models emerge when a 
constraint is lifted, and old ones often come under pressure 
when one emerges [1]. The core of business model 
experimentation is a means to explore alternative value 
creation approaches quickly, inexpensively and, to the extent 
possible, through “thought experiments”[15].  
 Johnson [7] found that new business models often look 
unattractive to internal and external stakeholders at the outset. 
To see past the borders of what is and into the land of the new, 
companies need a road map [7]. By systematically identifying 
all of a business’s constituent parts, designers can understand 
how the model fulfills a potent value proposition in a 
profitable way using certain key resources and key processes. 
With that understanding, they can then judge how well the 
same model could be used to fulfill a radically different value 
proposition and what is needed to construct a new one, to 
capitalize on that opportunity [13]. Current literature would 
suggest that business model experimentation through 
prototyping has the ability to broaden perspectives beyond that 
of current logic, and is a means to discovering dormant 
opportunities.  
V. Methodology 
The purpose of this paper is to explore and investigate 
business model design through various product and/or service 
deliveries in the context of their existing business cases. The 
aim being to identify and catagorise common key drivers 
behind each firms business model innovation.  It examined the 
business models and strategies of fifty businesses. Companies 
were chosen to represent a cross section of popular and 
dominant industries and sectors. Whilst diverse ranges of 
businesses were researched, there was a preference towards 
businesses that differed from traditional business models.  A 
content analysis methodology was employed as it allows large 
amounts of textual information to be systematically analysed 
to identify its properties [8]. All information for this data 
collection was derived from publicly accessed data, and 
inferences were made in lieu of known information. Each 
business model was unpacked using Osterwalder’s [11] 
business model canvas as a framework. This framework 
provided a way in which the company could be mapped out, 
stating the company’s value proposition, channels, customer 
relationships, customer segments, revenue streams, cost 
structure, key partners, activities and resources. This was then 
used as a tool to allow the business models to be compared 
and contrasted. An emphasis was placed on identifying 
commonalities and differences within these examples.  
VI. Analysis 
 To summarise the data and discover patterns and 
relationship between the data it was analysed through a coding 
scheme [8]. A coding sheet was created, which listed the 
variables to be measured. This included key stakeholders of 
the business (internal and external), and key areas that had 
driven their business models for an understanding of how 
value is created and captured throughout the business. The 
first step in analysing these findings was to isolate the main 
types of business model innovation exhibited in the fifty cases. 
This was done by evaluating each area of the business model 
canvas and establishing which segment was the most logical 
primary driver behind each company’s business model 
transformation.  
 The impact these primary business model drivers had on 
the rest of the company’s strategy was dissected and 
represented as a progression through the business model 
canvas. This was done for each business model, with emphasis 
placed on how the primary driver impacted other facets of the 
business model makeup. The goal here was to identify the 
most logical concomitant activity of the primary business 
model driver. By coding these main areas it was possible to 
draw out similarities and patterns in the data collected. These 
variables were then grouped into common themes and 
patterns. The analysis was coded by three of the researchers to 
allow for reliability and validity [8].  
VII. Results: Five Meta Models  
Five Meta Models were derived from this analysis: 
Customer Led, Cost Driven, Resource Led, Partnership Led 
and Price Led. Throughout the process of unpacking these 
companies’ business models, it was clear there were patterns 
and commonalities that were emerging into clear categories. 
The first finding was the classification of each business Meta 
Model and identification of a sequence which explained how 
each Meta Model would likely have been executed relative to 
the business model canvas. A chronological order was derived 
which outlined the logical sequence of activity within each 
Meta Model. Not only is this order relevant in understanding 
each Meta Model, it also provides a framework from which 
new prototypes can be designed. Each of the five Meta Models 
are explained below (see figures 2-6), along with examples 
from the analysis, provoking questions with non-specific 
possibilities are also illustrated in order to propose various 
possible starting points.  
A. Customer Led Model 
Many innovative business models are designed to be 
customer centric, rather than product centric. A Customer Led 
strategy (Fig.2) explores the diverse possibilities that lie 
within new and untouched customer segments, and how a new 
business model would look based on this new customer group.  
By experimenting with new customer segments, the designer 
is able to break away from the current norm in search of more 
lucrative and untapped customer demographics. The first 
starting point is to identify a new customer segment that the 
model will break down and target. This can be based upon 
existing customer insights and market research, however, it is 
also suggested that many nontraditional customer segments be 
explored. By changing the customer segment and letting that 
drive the prototyping activity, the outcome will be a range of 
business alternatives that create value in a new way, for new 
markets. 
 Bankwest is a prime example of a Customer Led approach 
being the key driver to their business model. In the highly 
competitive world of retail banking, Bankwest focused largely 
on creating a better banking experience for a younger 
customer demographic. This new focus had a significant 
impact on the rest of their business, with Bankwest 
streamlining their product offerings to suit their demographic, 
Fig. 2 - Customer Led Model 
set up branches in high traffic retail locations, and leveraging 
resources from their partner institutions.    
B. Cost Driven Model 
Many innovative business models have been born out of an 
approach that strives to reduce or manage costs. Cost 
reduction is typically seen as a non-progressive approach, 
however, operating in a low cost environment can also create 
unique opportunities for a firm and often leads to the creation 
of a unique value proposition. A Cost Driven prototype (Fig. 
3) begins by suggesting that the business reduces its cost 
structure in a particular way. An example might be 
outsourcing manufacturing offshore, transferring to a low-cost 
marketing strategy, or reducing bricks and mortar sale 
locations in favour of a greater online presence. The designer 
then begins to build a business model that is driven by this 
change, and explore the implications and possibilities that 
arise. The focus is not centered on how the company will save 
money, but an overall prototype that explores how this new 
low cost environment can stimulate innovative improvement 
in other areas of the business. 
An example found in research of a Cost Driven business 
case was that of 99 Designs. This online graphic design 
platform revolutionised the marketplace by crowd sourcing 
graphic designers, and having them compete for projects. 99 
Designs dramatically reduced their cost structure, by not 
employing in-house designers, and moving their model online. 
This low-cost environment allowed 99 Designs to offer its 
services at a far lower price point, and also meant that they 
were able to scale their business far more effectively than a 
traditional graphic design firm.  Without drastically reducing 
the companies costs, it would have not been possible for this 
type of revenue model to operate, and therefore this cost 
driven approach is the primary driver behind their innovative 
business model.  
C. Resource Led Model 
A Resource Led approach (Fig. 4) centers around a 
designer evaluating the internal resources and capabilities 
within a business, and looking to leverage these resources in a 
different way. Businesses resources are a primary constraint 
that can be used by a designer to establish its identity, and 
frame its strategy. A designer would first identify the 
company’s resources and capabilities, and then look at 
restructuring or reapplying these in new ways. This exercise 
should be done for each of the firm’s internal resources in 
order to uncover new value from existing infrastructure. This 
may be utilising manufacturing capabilities for complimentary 
products, leveraging brand equity, or licensing existing patents 
or trademarks.  
An example of a company having a Resource Led business 
model was the fashion brand, Zara.  Whilst there are many 
innovative aspects of Zara’s business model it was found that 
these all stemmed from the restructure of their resources 
whilst also aligning there design, production and 
commercialisation assets and activities. This realignment 
allowed for leading trends and designs to reach the market 
quicker, thus giving them significant competitive advantage 
within their marketplace. This innovation within Zara’s supply 
chain then had significant implications throughout the rest of 
their business model. It proposed a new customer segment 
(younger, fashion forward women), which then dictated the 
price point their products are sold at (lower price point). 
Operating under lower margins therefore requires a reduced 
cost structure, which Zara made possible through better 
integration of their manufacturing and distribution partners. 
Indeed, some of these changes may have not unfolded the way 
outlined and perhaps some of these innovative changes may 
have occurred concurrently. However it is argued that this 
sequence represents the most logical progression, and also the 
most likely starting point. The resulting Meta Model therefore 
Fig. 3 - Cost Driven Model 
proposes a roadmap which is inspired by Zara, and other 
Resource Led business cases. 
 
D. Partnership Led Model  
The creation of partnerships can be a powerful driver for a 
firm’s strategy as it allows them to utilise external resources 
and capabilities. Partnerships can allow a firm to co-create 
value and often lead to exposure to a wider marketplace, 
reduction of costs, and can also improve future research and 
development outcomes. For the designer, identifying possible 
partnerships can be a fruitful exploration in order to expand the 
current possibilities within a business, or to overcome any 
constraints that may exist. An example of a Partnership Led 
approach (Fig 5) would be a retailer forming a distribution 
agreement with a foreign brand in order to reach previously 
unserviced markets.  
An example of a Partnership Led model is the online 
product development platform, Quirky. Quirky crowd sources 
participants from around the world to collectively develop and 
commercialise new product inventions. This network is vital 
for Quirky’s business model as not only do they work with 
them to co-create value, but Quirky contributors also pay a 
submission fee, making them a lucrative source of revenue. 
Quirky’s reliance on its global contributors suggests this as the 
primary driver of their unique business model. The creation of 
this large partnership network allows Quirky to create new 
revenue streams, get products to market faster and with less 
risk, and also scale their business up faster than a traditional 
product development firm.      
Fig. 4 - Resource Led Model 
Figure 5 - Partnership Led Model 
E. Price Led Model  
A Price Led strategy aims to position a firm as the price 
leader in their respective marketplace. A Price Led approach 
(Fig. 6) first determines how a firm can become a price leader, 
and then creates a business model that explores the ways in 
which this will affect the business makeup. A price led 
perspective may encourage more cost effective channels, target 
a different customer segment, or propose taking on strategic 
partners who will aid in achieving this new value proposition. 
This Meta Model helps explore these effects and possible 
opportunities that exist for a firm which positions itself as a 
price leader.  
A business that has a Price Led approach is Southwest 
Airlines. Southwest Airlines pledged to become the cheapest 
form of short-haul travel, and not only considered other 
airlines as competitors, but also other transport services such 
as buses, and trains. This led Southwest to restructure its costs 
in order to make its position as price leader viable. Southwest 
achieved this in numerous ways including; establishing key 
partnerships with airlines, airports and travel agents, moving 
their ticket sales and passenger management online, and flying 
a point-to-point service. It is argued that this position as price 
leader was the fundamental driver to Southwest’s strategy, and 
is an example of how this can be a catalyst for exploration in a 
Price Led business model prototype.   
VIII. Implications 
As discussed in the literature, it can be difficult for internal 
stakeholders within a business to even consider moving beyond 
what is considered the dominant logic within their respective 
industry. Currently there are few tools that provoke and 
facilitate divergent thinking in regards to business model 
experimentation. A business model is never complete nor static 
and the process of creating and testing business models should 
be iterative and ongoing. These five Meta Models provide a 
tangible starting point from which a business can begin to 
explore different perspectives and gain insights into the internal 
and external capabilities of their company.  By producing an 
array of prototypes, businesses are able to understand the 
implications of different business models and make clearer, 
better-informed decisions about where and how they want to 
compete. The results highlight the efficacy of these Meta 
Models and that in practice they should not be gauged by the 
viability of the business proposition that they propose; but by 
the quantity and diversity of the prototypes. Through utilising 
these models a business is encouraged to broaden their 
horizons in search of new and untapped commercial 
opportunities. This form of experimentation provides 
stakeholders within a company a framework that can stimulate 
conversation, exploration and divergence from commonly held 
assumptions and logics within their respective industry. It is 
this type of practice that can foster business model evolution, in 
search of an innovative, reactive and anticipatory response to 
changing market conditions and environments.    
These five key foci provide the stakeholder with a 
viewpoint from which to quickly prototype new and innovative 
business models. The intent here is not to propose ‘one right’ 
model, but rather generate as many different and diverse 
concepts as possible. By following the order of the model and 
disregarding other constraints within the current business, the 
designer is able to rapidly prototype models based upon blue 
sky thinking rather than current restrictions and constraints. 
These five Meta Models facilitate this process, by providing a 
framework that can be exploited by designers from different 
backgrounds and expertise levels. The benefit of utilising these 
tools is that the end result is a tangible artifact that can be used 
Fig. 6 - Price Led Model 
to provoke discussion, evaluation and iterative improvement 
and development of a business model design. 
IX. Summary 
 In what is going to be an uncertain and rapidly evolving 
global economic landscape, it is clear that firms will have to 
become more adaptive and responsive to changes within their 
marketplace. In order to do this, businesses will not only need 
to engage in business model experimentation, but also look to 
embrace business model innovation as a core competency and 
a means for sustained competitive advantage. Therefore, this 
paper builds upon the emerging research and exploration into 
the importance and relevance of dynamic, design-driven 
approaches to the creation of innovative business models. 
These models aim to synthesise knowledge gained from real 
world examples into a tangible, accessible and provoking 
framework that provide new prototyping templates to aid the 
process of business model experimentation.  
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